Within an organisation, they serve two primary purposes: firstly to motivate employee and organisational behaviour, and secondly to provide a standard against which actions are evaluated (Grojean, Resick, Dickson & Smith, 2004; Sullivan, Sullivan & Buffton, 2002) .
The benefit of clearly articulated and entrenched organisational values has been established in many scholarly articles. They make a significant difference to the lives of employees, as well as to organisational performance (Posner, Kouzes & Schmidt, 1985; Posner, 2010; Sullivan et al., 2002) . Shared organisational values result in more effective organisational operations (Schein, 1990, p. 84) , superior financial results and overall organisational success (Van Lee, Fabish & McGraw, 2005) . Schein (1990) as well as Gruys, Stewart, Goodstein, Bing and Wicks (2008) emphasise profitability as a benefit arising from shared, strong, coherent core values. They are also of the opinion that shared values build onto a strong organisational culture and contribute to increased ethical performance in the organisation. Sullivan et al. (2002) mention that values-led companies outperform companies that are not values-led with regard to growth in revenue, rate of job creation, growth of stock price as well as performance growth and lower turnover. Organisations that are values-driven are therefore more likely to gain a competitive advantage.
All organisations have values by which they operate; these values may be explicit or implicit (Brăinianu & Bălănescu, 2008) . However, to reap the benefits that organisational values bring about, the values need to be clearly articulated as well as integrated in the organisation's heart and mind. This implies that all the employees within an organisation as well as the management should not only know what the organisational values are, but also demonstrate value alignment through their own actions and behaviour. Stated differently, values should be articulated as well as enacted and entrenched in the practices of an organisation (Collins & Porras, 1994; Speculand & Chaudhary, 2008) . Value-driven transformation in an organisation can only occur if the individuals in the organisation have begun to internalise the organisation's chosen values. Values that are solely a management goal are therefore not seen as an asset to the organisation; they remain an empty banner which are articulated by management only, without any enactment by individual employees (and consequently the organisation as a whole). Values only become an asset when they are translated into behaviours, and all the employees demonstrate these behaviours in a way that influences organisational performance (Van Lee et al., 2005) .
Organisational values are usually incorporated into organisation statements, strategic documents and communication media after they had been formulated and defined. Portraying values in writing is not difficult; it is the internalisation of organisational values that seems to be the challenge (Gruys et al., 2008; Speculand & Chaudhary, 2008) . It is this challenge that is the key focus of this study.
The objectives of this study were firstly to describe the value internalisation efforts of a public service organisation in South Africa, and secondly to evaluate the extent to which its specific and intensive value implementation efforts contributed to value internalisation within the different levels of the organisation; in other words, whether it actually filtered through to all the different levels within the organisation. This public service organisation falls within the safety and security industry (e.g. emergency personnel, police, SANDF). The value internalisation strategy focussed mainly on the clear articulation and communication of the values through different communication mediums and platforms, such as road shows and branded value material, as well as through extensive value internalisation training. The question which remained, and which this study aimed to answer, was whether all these efforts filtered through to all the levels within the organisation. Although extensive research has been conducted on the effects and advantages of being a values-driven organisation, little research has focussed on the implementation processes and the actual internalisation of organisational values (Morginson, 2009 ).
Background to the study
Organisations face the challenge of establishing congruence between espoused and enacted organisational values. Speculand and Chaudhary (2008, p. 324) are of the opinion that 'unfortunately and more often than not, there tends to be a phenomenal gap between identifying Organisational values and actually living them'. Espoused values are those that are clearly illustrated, stated and communicated as a reference for behaviour and performance (Travaglione, McShane, O' Neill & Hancock, 2009) . They include the core beliefs, principles and values that the organisation has officially accepted and seeks to act upon in the course of day-to-day actions. Although espoused values may be embedded in an organisation's vision, mission, strategy and core value system, they are often far removed from and inconsistent with behavioural practices observable within the organisation (McGaw & Fabish, 2006; Serrat, 2010) . They can be rather superficial, having been espoused to make an impression on an audience (Fenton & Inglis, 2007) . As such, organisations' articulated values will often be contradicted by the behaviour of the employees (Chong, 2007) . To serve as 'real guidance systems', values should firstly be internalised by everyone in the organisation, and secondly be 'reviewed at intervals to maintain relevance in changing contexts', both of which rarely happen (Serrat, 2010, p. 2) .
The saying 'walk the talk' captures the challenges many organisations face if they are to enact their espoused values (Fenton & Inglis, 2007) . Value enactment is in many ways an alignment between the words (espoused values) of an organisation and its deeds (Dym & Hutson, 2005) . This alignment of words and deeds is central to value implementation (Fenton & Inglis, 2007; Travaglione et al., 2009) . If values are to be successfully integrated in an organisation, espoused and enacted values must be aligned. Espoused values are often no more than a list of values provided by the senior management of an organisation; value enactment, on the other hand, is central to value implementation and requires a deeper level of interpretation and internalisation within the organisation (Fenton & Inglis, 2007; McGaw & Fabish, 2006) . Therefore, proper value internalisation within all levels of an organisation is imperative for value enactment. The current study specifically explores the extent of value internalisation at different levels and within different units of an organisation. Before the value internalisation framework of this study can be explained, however, it should be contextualised within the value internalisation practices found in the literature.
Literature review Different approaches to value internalisation
Finding meaningful ways to institutionalise values is a challenge for any organisation that is attempting to put its core values into practice (Gruys et al., 2008) . Although most of the research on organisational values and corporate values focuses on the benefits organisations may reap by being values-driven, little research has been dedicated to explaining the processes of value internalisation (Morginson, 2009) . Those processes that have been found in the literature will be discussed here, as well as some of the important aspects of those processes, such as the roles of management and socialisation (both of which are prominent in the literature). Sullivan et al. (2002) discuss the process of becoming a valuesled organisation and identify three phases in the process, (1) identifying the organisational values, (2) building ownership of these values within the organisation and (3) aligning the espoused and enacted values. The first phase involves only a small part of the organisation, that is, management teams and sometimes representatives from lower level employee groups. Begley and Boyd (2000) refer to the use of focus groups of employees. These small subsets of the organisation choose the organisational values. After the values have been identified, it is important that they be tested with a wider group of people within the organisation. This is also the beginning of the second phase of the process which is the process of building ownership of the values within the whole organisation.
To build ownership of the values employees need to be given a chance to establish the overlap of their own values with those of the organisation. Sullivan et al. (2002) 
This overlap is important because it enables the individual to behave in ways that are meaningful to them personally and the results in their connecting with, and become committed to, the organisation -while at the same time furthering the company's aims (p. 250).
The overlap of personal and organisational values is referred to as value congruence. It is not sufficient that employees know the organisational values; they should also believe in and internalise them (Chong, 2007) .
Value congruence and more specifically its benefits have been documented extensively in the literature. These benefits include a positive work attitude (Posner, 2010) , increased job satisfaction (Edwards & Cable, 2009; Posner, 2010; Verquer, Behr & Wagner, 2003) , increased organisational commitment (Posner, 2010; Liedtka, 1989) , increased organisational trust, intrinsic motivation, higher levels of organisational performance (Posner, 2010; Ren, 2010) and an increase in the extent to which the employee feels connected to the organisation and its values (Bartlet & Ghoshal, 1994; Valentine, Godkin & Lucero, 2002) . Chong (2007) described the way in which organisational congruence gives external stakeholders an experience of the values, which, in turn, leads to an organisation attaining a sustainable competitive advantage.
Socialisation is the most important method of achieving value congruence as it is the primary method of transmitting and maintaining shared values (Cable & Parsons, 2001; Cazier, Shao & Louis, 2007; Grojean et al., 2004) . Socialisation ensures that there is continuity in values as it provides employees with a framework of appropriate behaviours in various situations in their work environment (Cable & Parsons, 2001) . A single socialisation event is, however, not sufficient; successful value transmitting requires a number of different socialisation events over time, such as during entry into the organisation, all training and development opportunities as well as regular internal communication opportunities, such as internal company newsletters or magazines (Chong, 2007) . Cable and Parsons (2001) argue that specific socialisation tactics increase congruence between employee values and organisational values. Sequential and fixed socialisation tactics by which newcomers are oriented with regard to their career progression and the sequence of activities they have to go through in their work situation are successful in producing change in personal value systems. In terms of the social aspects of socialisation, serial and investiture socialisation tactics as opposed to disjunctive and divestiture tactics are more successful in producing change in personal value systems. Disjunctive tactics are those that 'force newcomers to develop their own definitions of situations' (Cable & Parsons, 2001, p. 7) without the help of experienced members of the organisation. Divestiture socialisation tactics result in newcomers receiving negative social communication from insiders until they begin to fulfil the expectations implied by the organisation's values. If serial and investiture socialisation occurs, those who are new to the value systems receive positive social support from and spend time with members who know and have adopted the values. This type of socialisation is common in coaching and mentoring programmes. Highly institutionalised socialisation tactics which are systematic and planned by the organisation with the aim or reducing ambiguity in employees are more successful in changing employee values and creating congruence between employee and organisational values (Kim, Cable & Kim, 2004) . Van Maanen and Schein (1979) discussed institutionalised role orientation socialisation tactics and individualised role orientation tactics. The former entails teaching individuals to respond in the same way that existing members in the organisation do. This approach relies heavily on obedience and conformity to existing practices. The latter tactic allows individuals to exercise their own creativity and innovation, and to experiment with changing norms and values. The application of these tactics will depend on the organisational context.
The socialisation programmes mentioned by Sullivan et al. (2002) include making the employees aware of their own and the organisation's values through a process of discussion, workshops and organisational coaching. Employees are given the opportunity to engage with the 'new' organisational values so that they may develop an understanding of them. Engagement processes must involve activities through which a shared understanding of expected work behaviours is established. Activities should be aimed at the intellectual as well as emotional involvement of those present (Sullivan et al., 2002) . Begley and Boyd (2000) mention that activities during training or socialisation programmes should not only improve awareness levels but also improve the application of the values. They suggest the use of decision-making exercises in which the values are applied in concrete situations. Chong (2007) (Aggerholm et al., 2009, p. 266) . For instance, management speeches, reward systems, rituals and ceremonies should all be imbedded in the organisational values. Aggerholm et al. (2009) focus specifically on management conversations as a strategy for value integration. Management conversations include conversations such as recruitment conversations, job appraisal interviews, sickness leave conversations and dismissal conversations. It is clear from this list that organisational values need to be deeply integrated in management behaviour if they are to be integrated into organisational conversations at this level.
In the last phase of the process of becoming a valuesled organisation, as described by Sullivan et al. (2002) , espoused values should be aligned to the behaviour of the individual employees as well as that of the organisation as a whole. In the case of the former, value enactment should always be visible in the behaviour of the management team. Many researchers have considered the importance of management in the creation of an organisation's value system (Grojean et al., 2004) . Sullivan et al. (2002, p. 228) hold that 'it is crucial that the management be seen to be living the values and actively working on dealing with shortfalls in their own behaviour'. In addition Grojean et al. (2004, p. 228) mention that 'the behaviour of leaders is a powerful communication mechanism that conveys the expectations, values and assumptions of the culture and climate to the rest of the organization'. The behaviour of direct leaders is one of the primary influences on individual employee behaviour (Grojean et al., 2004) . Grojean et al. (2004) discuss various mechanisms by which leaders can transmit organisational values. These include values-based leadership, especially transformation and charismatic approaches; modelling behaviour that are congruent with organisational values; establishing clear expectations through appropriate policies, practices and training and formal socialisation activities; providing feedback on employee behaviour through coaching and mentoring employees; recognising and rewarding value supportive behaviour by employees through both formal and informal measures. The congruence between managers' and subordinates' values may be a mediating factor in individual organisational values congruence since the interpersonal congruence between supervisor and subordinates is related to the quality of leader-member exchange (Grojean et al., 2004) . Leaders throughout the organisation should also send consistent messages with regard to their value orientation. This implies a shared cognisance of the organisational values. Leader training in this regard, as well as in transmitting the values, may be advantageous to the process of value internalisation. Begley and Boyd (2000) suggest training for managers and supervisors in small group settings to educate them on the organisation's values.
In terms of the organisation as whole, the processes and systems within the organisation need to be consistent with its values. If there are forces within the organisation, such as different subsystems or departments, which do not share the organisational values, it may cause a negative organisational climate regarding its values. Communication, or rather articulation, of these values in a formal and systematic way to ensure an understanding of it throughout the organisation is essential. It is also the first step towards a value-driven organisation (Begley & Boyd, 2000) . According to Morginson (2009) any management control system such as e-mail can be used to send regular messages with regard to the values and their meaning within the organisation. Other mechanisms that are used to communicate core values include the drafting of credos, mission statements, statements of purpose, policy manuals and similar documents, all of which convey the core values to the organisation by formalising them, making them more visible and reinforcing them. Mechanisms which rely on indirect communication may not be taken seriously (Morginson, 2009 ); on the other hand, if values are not yet inculcated, articulation may leave latitude for more than one interpretation (Begley & Boyd, 2000) . A deep level of understanding of and engagement with the organisational values should not be forgotten in the internalisation efforts (Simmons, 2002) . Begley and Boyd (2000, p. 11) suggest that when values are articulated there should be a guideline statement for each value which applies the value to specific work domains and will therefore help to instil them through 'patterns that are expected to characterise value-based decision-making'. The internalisation process as described and discussed by Sullivan et al. (2002) is not a once-off process; regular reinforcement and renewal should be implemented to assure that the values stay alive in the minds of the employees. In a case study of Singapore Airlines, Chong (2007) describes the process of communication of its core values as relentless; the company's core values are communicated when new employees first join, when employees attend training programmes and corporate events, and through internal communication channels such as company magazines and pocket-size copies of the core value statements. Furthermore an evaluation system is in place which ensures that employees' behaviour is consistent with the company's core values. Morginson (2009) refers to the 'Friday afternoon e-mail' from the chief executive officer (CEO); it contains his views on the progress of value implementation and usually includes reminders of the rationale behind the programme and clarification on its strategic importance.
The level of authority of the individuals who implement the internalisation of values is an important factor to consider. Serrat (2010) reports that in a study involving the senior management of 365 companies from 30 countries, 85% of the respondents believed that the CEO's support in reinforcing the values was critical, and 77% were of the opinion that the CEO's involvement was one of the most important value implementation practices.
The Value Inculcation Model (VIM) of Speculand and Chaudhary (2008) also provides some clarification on value internalisation. The authors describe four phases in the process of value internalisation, (1) identifying or renewing organisational values, (2) changing the attitude of the employees, (3) changing the behaviour of the employees and (4) changing the organisational performance. As did Sullivan et al. (2002) , they stress the importance of the employees' understanding of the values but add that not only the desired behaviour, but also the desired attitude should be linked to the values. The key focus of their model is changing the employees' behaviour so that it is consistent with the organisational values. Their argument simply rests on the behavioural model which advocates that when employees display the desired behaviour they should be encouraged to repeat the behaviour until it becomes a deeply ingrained habit. Encouragement, according to Speculand and Chaudhary (2008) , rests on leaders' implementing measures to track performance and to provide feedback on and recognition of acceptable behaviour.
Whilst there is similarity between the VIM and the process described by Sullivan et al. (2002) , Hyde and Williamson (2000) describe a different approach. They advocate that instead of a small subset of the organisation identifying organisational values and then 'selling' them to the rest of the organisation, values should be selected by identifying and describing the values of the employees. Identifying values should incorporate a 'rich process of discussion and debate' (p. 12), after which the process of alignment can start. The latter includes an effective selection process to attract and recruit the right staff, value induction and training programmes, providing incentives and rewards for desired behaviour, and imposing penalties and sanctions for nondesired behaviour. Posner et al. (1985, p. 305 ) reflect on similar value related practices, such as programmes to clarify and communicate values, recruitment selection and orientation, training, rewards systems and counselling support to create a value advantage. As did Sullivan et al. (2002) , Hyde and Williamson (2000) emphasise ownership of the values by the employees. They agree with VIM in that they believe employees should be held accountable for reaching tangible outcomes based on clear performance targets.
None of the literature discussed above is specifically dedicated to evaluating internalisation within public service organisations, which is the sector on which the current study focussed. Although their approach has not been described in an academic publication, the United States Air Force (1997) claims that its value implementation practices entail sound horizontal and vertical integration within the organisation, that their approach contributes to a deep level of interpretation and internalisation of value enactment within the organisation, and that it has a top-down, bottomup and back-and-forth approach. In the top-down approach the leaders make a sincere statement of personal commitment to their core values, educate and train staff with regard to the values at all levels within the organisation, engage immediate subordinates in discussions on the specific roles the values play in the organisation, and consciously include the core values in all feedback and mentoring sessions to subordinates, with special emphasis on operational application. The bottom-up approach includes all the members within the organisation. They have to examine all policies, processes and procedures that may contribute to a culture of compromise. This includes listing circumstances in which members of the organisation are tempted to act in a manner inconsistent with their core values, sharing their feelings with others in the organisation to identify common patterns of potential compromise, and finally identifying possible causes of these recurrent patterns. The back-and-forth approach includes active engagement of all the members of the organisation in wide ranging discussions to find the best ways to internalise the organisation's core values. This approach is more focussed on the articulation of values and establishing ownership (as described in the process of Sullivan et al. [2002] ) than on aligning espoused and enacted values (Sullivan et al., 2002) or changing employee behaviour (VIM).
Research objectives
The aim of this article is two-fold: firstly to offer a description of the value internalisation efforts that were used in a public service organisation in South Africa and secondly to report on the findings of an evaluation of the extent to which value internalisation efforts within a specific public service organisation actually led to value internalisation at all levels within the organisation. In the following section the value internalisation framework as well as the efforts that this organisation implemented will be described. Since the description of the efforts of the organisation is not part of the empirical study, it will precede the methodology of the evaluation.
The value internalisation framework of this study
The organisation embarked on a journey to establish an organisational culture of excellence in support of its core business. A new value system was developed to effect organisational change. As this particular organisation is in the safety and security industry (which includes organisations such as the SAPS, SANDF, private security providers and emergency personnel such as paramedics), transformation from a rule-bound culture, characterised predominantly by rigidity, tight procedural and regulatory control and considerable resistance, to a value-driven culture with a strong sense of enthusiasm and commitment, based on the inherent talent, creativity and competence of its people, was necessary (Beukman, 2005, p. 159) . Little is known about how value systems are used to engineer organisational change or how value systems are implemented to this effect (Morginson, 2009 ).
To support a culture of excellence, the organisation introduced a newly developed principle-centred value system, promoted as the slogan: 'Integrity, human dignity and excellence in all we do.' This slogan was to act as the primary vehicle to facilitate the required culture changes. Covey (2003) emphasises the importance of aligning values with universal principles to bring about more parity in people's actions and behaviours. The values that were developed and used by this particular organisation are, of course, not unique to the organisation. They are universal and used by many organisations. Integrity, for instance, is one of the most commonly found organisational values (Sullivan et al., 2002) . It is a core organisational value of the United States Air Force (1997), the Springfield city council (http:// www.ci.springfield.or.us) and the United States National Park Service (Serrat, 2010) , to name but a few.
Human dignity is also a core organisation value of many organisations, including, for example, the Oil Turbo Compressor Group (http://oilturbocompressor.com) and the Seniors Home Care group (http://www.seniorshomecare. com/). Similarly, Excellence in all we do was formally adopted as a core value by the United States Air Force (1997) The organisation under discussion chose its core values after the core values of many other organisations had been studied. Focus groups, strategic work sessions and brainstorming sessions with senior management were held over a six-month period before the choice of values was finalised.
For this organisation, integrity was defined in the most practical terms. It is based on the principle of doing what is right even when nobody is watching over you. Integrity is also the cornerstone of trust, an element of leadership that is fundamental for successful relationships. Integrity provides the basis for establishing leadership credibility within the organisation. Human dignity is based on the principle of treating others the way you would be treated. The behaviours associated with this value reflect how leaders create the conditions in the workplace for their followers to do what needs to be done and to develop them to the highest level of their own potential. These behaviours not only refer to the relationship between leaders and followers, but also indicate how members should interact with one another within the organisation. Excellence in all we do refers to the value of being an organisation of excellence. It is directly linked to continuous improvement. If a mindset of continuous improvement is to be created, people's creative potential must be utilised to enable them to 'do more with less'. In embracing excellence people within the organisation must be allowed to unleash their full innovative powers and potential through an achievement and performance culture.
In order to facilitate the internalisation of these values, an extensive implementation framework consisting of various actions and endeavours by different role players within the organisation was introduced. The actions and endeavours included:
• The organisation's values were set out and explained in a clear belief statement, and this was accompanied by a list of behaviours highlighting the nature and intent of the values. This was aimed at enhancing the understanding and practical application of value-driven practices within the organisation.
• The three chosen values were conceptualised and illustrated through references to the behavioural patterns of eagles. Branded value material in the form of posters, key rings, CDs and DVDs was distributed throughout the organisation. The aim of this initiative was to achieve a cognitive and, above all, an emotional connection with the new values so as to bring about higher levels of association with and commitment to the new required behaviour within the organisation.
• The senior executive conducted a road show to communicate the importance of these values within the organisation. This was intended to demonstrate a unified, top-down approach to what was expected within the organisation.
• All key role players were issued with a framework to aid in the institutionalisation of the values based on a process of socialisation, integration and recognition. This framework was aimed at facilitating the incorporation of the values into existing practices, policies and procedures. This practice was seen as critically important to change behaviour throughout the organisation and was intended to promote horizontal and vertical dialogue on the relevance of value related practices and behaviours.
• Extensive training interventions took place to aid the understanding and internalisation of the values. Approximately 3000 employees were exposed to these interventions. The aim of the training sessions was to create awareness of the new value behaviours required. They were also aimed at facilitating a changed mindset in terms of achieving better congruence and acceptance of the values. Those leaders in the organisation who had the greatest responsibility in modelling and shaping the new values of the organisation were required to attend the training.
Despite the intense nature of the value internalisation efforts, there was no guarantee that they actually led to changed values in the organisation. The remainder of this article describes the methodology used to evaluate the extent to which internalisation did take place as well as the results of the study.
Research design

Research approach
A non-experimental quantitative design was appropriate because of the descriptive nature of the study. A questionnaire was developed to measure the extent of value internalisation at the different levels and in the various units of the public service organisation. Respondents completed the questionnaire three months after the conclusion of the internalisation efforts.
Research method Research participants
Non-probability quota sampling of a cross-section of the population was carried out, taking into account demographically and organisationally distinguishing factors. The sample size was determined by obtaining a quota from each unit of the organisation (Table 1) . With the initial sample design a 10% sample from each of the 14 units within the entire organisation was planned. This 10% sample size of each unit was also planned to be representative of the respective unit size, compared to the total size of the organisation (11 060 employees). Of the 14 units from which samples were obtained, six achieved a sample representation of 10% and higher, three a sample size of between 6% and 9% and five a sample size of less than 5%.
In terms of the overall unit of analysis, categories were identified to obtain a suitable sample representation of employees' gender, race, age, managerial level and experience levels. Questionnaires were sent to 1060 employees (out of the total population 11 060 employees). A 89% response rate was achieved (941 questionnaires were returned and were usable for analysis), although the response rate differs per question on the survey if the missing values are taken into account 1 .
Of the respondents who completed the survey, 83.28% represented the non-managerial to middle management levels of the organisation (Table 2 ). In terms of age the largest group represented was the age group between 25 and 44 (Table 3) . Seventy-seven percent of the sample was male and 23% female, which replicates the gender distribution in this specific organisation. Of the respondents, 36.78% had 11 or more years' experience and 54.21% had ten years' or less experience in the organisation (Table 4 ). In terms of race representation, the sample consisted of 25 Asian (2.88%), 363 White (41.87%), 138 Mixed race (15.92%) and 341 Black (39.33%) respondents (Table 5 ).
Of the above mentioned categories a suitable sample representation of certain units, gender, race, age, and experience levels was obtained in terms of the total unit of analysis, with the exception of managerial levels, where lower managerial levels had a significantly higher representation than senior management levels and there were some units with a smaller than 10% sample. The sample obtained served the purpose of a non-probability quota design, namely to obtain a replica of the population, one that represented the population as such as closely as possible.
1.If missing values are taken into account, the lowest response rate is 79% (N = 865). 
Measuring instrument
A value inventory (VI) consisting of 43 items was developed specifically to measure whether values had been internalised by the employees. A tailor-made questionnaire was necessary, since existing questionnaires do not measure the underlying values of the organisation and cannot therefore contribute to the process of establishing whether real value internalisation had taken place, which was the aim of the study.
Items were measured on a 5-point rating scale: 1 (always), 2 (most of the time), 3 (sometimes), 4 (almost never), 5 (never). In the original questionnaire a sixth option, 'Don't know', was included, but as processing the data both with and without the sixth option yielded no significant difference, the sixth option was excluded.
A factor analysis was conducted in order to obtain adequate representation of the relevant values. Data were subjected to item and factor analysis. Since only factor loadings of above 0.3 were considered, 12 items were omitted (Kline, 1997, p. 5) . The Kaiser criterion for factor extraction was used and six factors were identified (Table 6 ). Since the Kaiser criterion is widely criticised (Velicer & Jackson, 1990 ), a Scree plot was also applied (Costello & Osborne, 2005) . The Scree plot results retained three factors (Table 7) .
A Quartimin (oblique) factor rotation was used to determine a clear pattern of loadings of the factors (Table 8) . Quartimin rotation attempts to maximize the spread of factor loadings for a variable across all factors (Field, 2009 ).
The results of a factor analysis represented three distinct value components, namely 'leadership credibility', 'people first' and 'achievement orientation', each being relevant to the defined values of the public service organisation. The first factor, leadership credibility, did not measure leadership integrity directly, but it was an important consideration in the value of leadership integrity. Leadership integrity from this perspective can be established only if the leader is seen as credible by his or her followers. Leadership credibility is that part of the leader's character that determines his or her integrity. Without credibility there is no leadership integrity.
The second factor related to the importance of putting people first and underpinned the value of human dignity. Putting people first reflected the way in which leaders created conditions in the workplace to maximise their followers' potential. By putting people first, the organisation upholds people's dignity by respecting them and valuing their human ability and competence.
The third factor reflected the importance of creating a mindset of achievement orientation, thereby supporting the establishment of excellence. Excellence can be achieved only if a mindset of achievement is established. This mindset is created if people in the organisation are rewarded and recognised for their efforts and achievements.
The questionnaire's reliability was determined by using Cronbach's alpha coefficient. According to Hinton, Brownlow, McMurray and Cozens (2004, p. 357) 0.75 reliability is a sensible comprised value to determine reliability. According to the reliability indicators all three factors as well as the overall alpha were above 0.80 (Table 9) .
Research procedure
Permission to conduct the study was obtained from the public service organisation. Three months after the internalisation efforts were rolled out and implemented, organisational culture workshops were conducted at the various units of the organisation. All of employees in the units that were on strength on the day of the workshop attended it. After the workshops the delegates were invited to take part in the study by completing the questionnaire.
Delegates that volunteered to take part in the study were briefed on the aim of the study, the confidentiality of their responses, voluntary participation and instructions for completing the questionnaire. The respondents had the right to withdraw from the study at any stage. They did not provide their names or personnel numbers on the questionnaires. Consent was assumed when the respondents completed the questionnaires. In total 932 questionnaires were completed by means of this process.
Statistical analysis
Descriptive statistics were used to measure the degree of value internalisation. Analysis of variance (ANOVA) was employed to assess differences in internalisation between demographical groupings and units. This was important for determining the extent of internalisation throughout the organisation.
Results
Descriptive statistics
The overall mean scores for each value component (leader credibility, people first and achievement orientation) indicated average mean scores in comparison to the scale values used. Value components 2 and 3 (people first and achievement orientation) had the highest mean scores, 2.82 and 2.89 respectively, and were the closest to the scale value 3 of the survey. At 2.67, leader credibility had the lowest mean score. Higher scores indicate higher levels of internalisation and lower scores lower levels of internalisation.
The results per unit, gender, race, managerial level, age group and experience levels can be seen in Table 10 -Table 15 .
Comparisons
Analysis of variance was used to determine whether there were any significant differences within the various independent variables, namely unit, age, population, gender, managerial levels and work experience based on each identified factor (dependent variable). Pr > F-values smaller than 0.05 were used to determine whether there were significant differences within groupings.
The results based on the ANOVAs indicated that there were significant differences within only two independent variables of the identified value components, namely population (race) and unit (Tables 16, Table 17 and Table 18 ). However, the significant difference for population (race) between Black (39.33%) and White staff (41.87%) was reflected only for factor 1, leader credibility (M White = 2.504; SD White = 2.907; M Black = 2.907; SD Black = 0.767). There were also significant differences between various units in the organisation for all three factors: leader credibility, people first and achievement orientation. The post hoc comparisons showed that three units differed significantly ( 
Ethical considerations
Permission was given by the organisation for this research to be conducted. There were no risks involved in participation in this study. Each respondent was given a brief on their participation in which the focus of the study, their voluntary participation as well as the confidentiality of the data was explained. Questionnaires were completed anonymously be voluntary participants. The completed questionnaires were collected by the researcher.
Trustworthiness
At the time of this study, one of the researchers was employed in the organisation and was part of the team that developed the new value system. This insider view ensures a detailed description of the value internalisation process. The questionnaire was tailor-made for this specific study and its validity and reliability for the population was established.
Discussion
The study set out to describe the value internalisation efforts of a public service organisation in South Africa and to assess whether and to what extent value internalisation did take place within the entire organisation and also, more specifically, at the different managerial, unit, gender, age and experience levels. This evaluation was based on the premise that extensive efforts to inculcate newly introduced values such as extensive training, leadership involvement, focussed communication, socialisation and integration tactics should, if applied diligently, contribute to a higher value awareness and changed state (emotional and cognitive).
Average and lower than expected results were found. The responses obtained with regard to all three value constructs and their tendency to lean more towards scale value 3 (sometimes) indicated that the desired value behaviours were not prominent enough within the organisation. Although 
Identification of the values
Although the values were theoretically sound and relevant to the organisation, they had been developed by a small subset of the organisation. Sullivan et al. (2002) and Hyde and Williams (2000) all highlight the importance of including a large part of the organisation in the value identification phase. In this study the task team who chose the values for the organisation represented senior and top management levels only. When this approach is taken, it is difficult to establish ownership of values; Hyde and Williams (2000) claim that it is then rather a case of selling the values to the employees than fostering ownership of them.
Communication of values
An effort was made not only to articulate the values, but also to link the values to behaviour. Although considerable efforts (such as the CEO's road show as well as handing out posters, key rings, CDs and DVDs) were made to disseminate the values and their intent as well as the effect they could have on the organisation, these efforts were a once-off process.
More socialisation events over a longer period of time would conceivably have been more effective in firstly establishing ownership of the values and secondly in bringing about congruence between individual and organisational values. If successful integration is to take place, values need to be communicated repeatedly over time (Cable & Parsons, 2001; Chong, 2007; Grojean et al., 2004; Sullivan et al., 2002) . In this study, the internalisation efforts were stopped at some point, implying a once-off process. It did not really allow for employees discovering their own values, as was recommended by Sullivan et al. (2002) . The importance of continuous and repeated efforts for successful values implementation is stressed in the literature. More engaging and participative efforts aimed at an emotional level of engagement would perhaps have been more successful (Begley & Boyd, 2000; Chong, 2007; Sullivan et al., 2002) . Value congruence is typically established through these kinds of activities and internalisation can then take place.
Reinforcement of values
Communicated values need to be reinforced (Chong, 2007; Morginson, 2009; Sullivan et al., 2002) . Garvin and Roberto (2005) in their studies of successful turnarounds found that effective leaders explicitly and constantly reinforced organisational values, using actions to back up their words.
They state that the leader's role is to change behaviour, and not just to apply ways of thinking to bring about change. Actions include publicly criticising disruptive and divisive behaviour and reinforcing correct behaviour through recognition and appraisals. Although the public service organisation had various formal mechanisms in place to demonstrate such actions during parades, formal ceremonies and prestige events, the results suggest that very little action was taken to reinforce and enact these new values continuously. Possibly this approach neglected the VIM premise that behaviour change was not necessarily closely associated with the attitude change required.
Significant differences in terms of dependent variables such as population groups and units within the organisation provided more evidence of a fragmented internalisation. The significant differences between the responses of Black and White staff on the leader credibility scale imply that leadership credibility is perceived differently by the two groups. This difference confirms that leadership credibility can be affected not only by managerial fashions and organisational change, as stated by Simons (2002) , but possibly also by racial differences. Hofstede (1984 Hofstede ( , 1994 Hofstede ( , 1997 Hofstede ( , 2001 ) indicated that cultural differences as well as individual expectations and assumptions about leadership influence leadership behaviour. In a South African context, studies by Booysen (2001) and Littrell and Nkomo (2005) indicated that there were differences between Black and White leaders regarding preferred leadership behaviour.
Although an effort was made to keep the internalisation efforts unified throughout the whole organisation, the results of this study showed significant differences in the degree of internalisation amongst various units (training and operational) regarding all three factors. This can be attributed to possibly different interpretations and institutional approaches throughout the organisation and to the fact that unit managers of the different units may have applied different key value implementation approaches and practices with regard to socialisation, value induction, reinforcement of applicable value behaviour, value process alignment, and selection and orientation. In addition, certain units may have been more committed in their efforts to bring about a behavioural change in support of the values. The lack of unity has a recursive effect on the internalisation of values. The less unity there is across an organisation, the less the values will be internalised successfully. This result confirms the importance and relevance of vertical and horizontal communication throughout the organisation to create a deeper level of value understanding.
The results further indicate that many of the initiatives, although well formulated, may have lacked depth and a more aggressive approach to their implementation may have been needed. In efforts to create congruence between the organisation's implicit values and individuals' values, it is important to take into account both the cognitive and the affective desires of members of the organisation. With regard to the initiatives and actions taken to achieve socialisation, the results indicate that a mostly cognitive approach was followed. In view of the reported results the organisation's focus on a cognitive level of internalisation was probably one of the reasons why the interventions did not fully succeed in altering employees' current schemata (highly subjective mental or cognitive representations).
Implications for practice
The value internalisation efforts described in this article did not include role players from all levels of the organisation, and human resource (HR) practitioners wishing to contribute to more successful value internalisation efforts within a public service organisation should keep this in mind. When institutionalising a value system for an organisation, HR practitioners should attempt to create institutionalised value parity by means of a more integrated approach which involves leading role players from all organisational units as well as representatives of the larger organisation. This is particularly important for enhancing a collaborative effort to achieve a unified corporate culture within a large organisation such as one finds in the public sector. Furthermore, efforts should be made to give employees a chance to engage actively with the new values to establish value congruence.
Another shortcoming of the value internalisation efforts described in this study is that values had not been integrated into the policy and procedures of the organisation. HR practitioners should encourage leaders to facilitate the emotional-cognitive interface of employees to create a heightened state of psychological awareness and readiness to deal with the value change interface towards stronger internalisation. This can be achieved by applying a more intense socialisation framework in which the actions and implications of new value related behaviours are integrated into existing policy and procedures. A single guided valuerelated denominator such as 'creating a sense of belonging' as part of the value 'people first' can be incorporated into career and retention management strategies and practices, for example. Human resource practitioners have a responsibility to implement human resource practices which are consistent with the enforcement of value related practices. Practices could even include promotion for employees who demonstrate high value congruence.
The results of his study showed that value integration was not satisfactory for the middle and top management levels in the organisation. In the literature, leadership involvement and more specifically enactment of values have been shown to have a major impact on value internalisation efforts. Human resource practitioners should understand and support the importance of building leadership credibility in the organisation to enhance value internalisation. Firstly, word-deed alignment should be enhanced through leader participation in a more aggressive and continuous value communication campaign throughout the organisation. When leaders espouse the same values through different mediums and for different audiences, their credibility is reinforced. Secondly, public articulation by leaders of value-related interpretations contributes to a deeper level of consciousness, affecting leadership practices such as resource allocation and decision making. Thirdly, when leaders enact value behaviours according to their communicated intent, they project a stable and consistent behavioural pattern that allows for follower-leader modelling. Key leaders in the organisation can be enrolled for mentorship and coaching programmes to further their credibility. Finally, value inculcation can also be reinforced through leadership development and training. Human resource practitioners, however, should ensure that these efforts coincide with an intense, practical focus throughout the organisation. Human resource practitioners should introduce mechanisms to ensure that the transfer of learning takes place through relevant value-related practices.
Limitations of the study
This study used a quantitative approach which was an appropriate method to discover the breadth of the internalisation of values within the organisation. However, the approach was limited in the instance of this study as it did not supply reasons why the organisation's efforts failed to reach and affect all the levels within the organisation. This question could easily have been answered by a qualitative follow-up of the quantitative survey. Interviews with various role players in the organisation's efforts as well as some receivers of these efforts would have been informative and would have provided at least some answers.
Conclusion
The process and initiatives described in this article are in many ways similar to initiatives implemented in other public service organisations. A top-down approach was followed, which did not include all the levels and units within the organisation, when values were chosen for the organisation. Although a great deal of effort and time may be invested in value internalisation, this effort will not be successful if it is not tailored to the needs of the employees and not coupled with a deeper level of interpretation and internalisation throughout the organisation. The results of this study confirm the shortcomings of the top-down approach that is so often followed in public service organisations when implementing change initiatives: these initiatives do not filter through to all the different levels of the organisation and therefore remain a management goal only.
This study has revealed an important consideration for public service organisations intending to embark on efforts to build a strong value-driven organisational culture. Formulating and introducing a set of value and related actions and practices do not necessarily contribute to deeper value internalisation and inculcation. Organisations that demonstrate a deep sense of belief and conviction in support of their values are committed to far more intensely value-related practices.
